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ABSTRACT : ] ‘ , )

- -0verburdened by numerous non-teaching’ problems and
pressures ccupy their daily lives, some secondary school .
teachers find very little time to address their primdry task: that of
teaching. As a résult, many teachers "are frustrated and dissatisfied,
with their job, gnd’ tbat means that their teaching suffers. Sapport.
for classroom tgachers is reeded to revztalizé the troubled secondary
school. A moderate restructuring of the secondary school or
organization--a restructurzng that ineludes a new stance for
counselors and school”’ 6sycholog;sts--can become a source of providing,
‘direct support for teachers. Di'scussion focuses on: (1) three
motivational needs of teachers; (2) counselors and school
psychologzsts ds systematic change agents- (3) four subsysteams for
.school-wide problem solving; and (#) a "consultative model for problen
dzaqnoszs. (Author)
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Abstract
J . - ‘.

' . Overburdened by'numerous non-teaching problems and

‘pressures that occupy their daily lives, some secondary , -
’> *
school teachers find very little time to address their primary

task: that of teéching. As a result, manyAteiq*Frs are
. ‘ - ¢
frustrated and dissatisfied with their job, and that means
’ : !
that their teaching suffers. Support for.classroom teachers

+,

is needed-to revitilize the tfoubléd.seéondary school. A

! . " .

modérate restructuring of the secondary school or organiz% ion--
. wy

[ 4 '
a restructuring that includes a néw stance forscounselors Lnd

. ~ / .
. . . . N
school psychologists--can become a source of. providing direct

\

support for teachers. .. "

.
(Y

.Discussion focuses on: three motivational needs of
’ © r'y L ¢

teachers; counselors and school psychologists as systemic change
. - . . t <

' * ey - ’; ¢

agents; four subsystems for school-wide problem sogying; and a

,consultative model for ggoplem diagnoses.
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Soyetimes a moderate re-structuring of a school organi;ation’

¢ ~

can sfgnificant1y~improve the support of teachers' work. In this.paper,

-

* T will describe three motivational needs’ that;'if 1eft unmet, wmay lcad

to the dissatisfaction of teachers wiﬁ{hthe}r jobs. Second, T will prg-
’ LA ) i ) n. "
pose new helping roles in secondary schools to include more direct con=

A o ) .
sultatior® with teachers. Third, I will point to four subsyspéms in which

¥

direct help can be given to teacbers. And fouxth, I will present a con-

-~

wsultative scheme for di gneses of problems. . I will speak rainly about

the role of secondary teaghers, but many of the ideas will be easily

.
' . »,

transferable tQ elémentary and midd1é schools. . ,.
. : N\
It seems to me that most ‘teachgrs today need more helﬂ than |

EN

they are gett1ng " Numer ous problems and pressnres occupy//h; dally llves

of teachers and keep them away from their prlmary task of teachlng, for

-
S

example: scrowded. classrooms; laws regardlng desegregation; shortages of
. ' ..

suoolies and materlals; patrolllng duties in restroom, hall, and play4

1

[ N .

ground un10n str1fe over hlgher wages and’ greater beneflts,%unruly be-

haV10~ of ch*ldren, ‘and isolation from colleagues With those burdens

many teachers have become frustrated and dlssatlsfled and their teanhlng

suffers. . con I . L.

~ *

1

-~




) ‘Three Motivational Needs

3

!

1

i
\ !
\ . fhen the organlzatlon fails to satlsﬁ:%he motlvatlonal neqss
\ A . [

' ofithe worker, ﬁrustratlon or dissatisfaction isj likely to occﬁ’: and

| .
in ﬁ@e organlzatlonal literature that we need nbt arvue 1t‘ T w111 next
s ; . ] '

‘ .
p%rfYrmance on the job suffers. That fact is nqw SO thoroughly documented

. say a ifew words about, McClelland's motlvatlonal triad of achievement,

P —

affa}&atlon, and power. . ' ' ,

@
.

-

v ~ ‘ )

a\ Achievbment. McClelland notéd that individuals generally segk

\

. -~

out occvpatlons in which thev havc a moderate tb high thance of succeedlng

rather éﬁan those that 1nv1te fallure ithen the prospect of failing

.creeps into one's anxieties, one's,achievement motivation goes down.. That

-

| 3 . . . . . . . P .
leads to a decline in the individual's, produetivity, creativity, and in-

. . -
terest in the job. Consider for example, a_high-school classropm.  Sup-

¢ - R
N -

_pose that in this classroom the majority of the students do mot péf at-

1 { . )
tention to the teacher, that they refuse to do assignments or folloﬁ‘di-

rectlons and that‘they threat{yathe tz/cher s control of the classroom.

e

Vory littlcgteaching or learnin cép occur under thosc’ conditions. The
t;¥ther bedins to feel like‘a fai{ure.
: Affiliation. IHumans are sogcial animals. They generallx héve
g etlon

«a daily necd communicate ‘with other humans of 51m1Far interests, goals,
b

desiTes, and m;tivatichs. _Gbnerally,:in theix ‘day-to-day work,‘secondary
'school teachers\ho not get much opﬁéﬁtunity for any but the mostbsuper—

fIClaI Zomhunlcavton with the1r colleagucs . Classrooms in higﬁ schools
aye'falr}y 1§ola ed frop one another.- Team teaching, fofﬂcxanple, 1; also

¢ . o

.
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* room problems, techniques, and progress. ) ’

. to the principal. The manner in which a school principal uses power
. - A

A

{ P-4 °
- s R " -
- o~ )
. , A [ ‘4 . ® .
’ ' . L4 \',

» » +

not widely practiced in secondary schools. It ismt.he rare high school

in which ‘teachérs talk to each other or thoir principal about their class-

-
B

’

Power. Power. is the eapacity to exert ipfluence over one's
v

-
-

transactions with others. Within the high school classroom, nthe; teacher

aften has comp“lete controY or managipg’ p‘awer. 'Ehe teacher d'ecid_é; wvho | N ]
. c ., . P
will’_éﬁ'eak and in what order; decides h&v.instruc;io‘nal' materials-will be‘ '
, .
passed out; decides‘which students 'will get special priviledges; decides
when a class peI:io;l has officially ended. Beyond the ci-as:;room‘ \}ialls,

. ¢

howvever, power usuzlly belongs to’the school's administrators; especially

/

has strong effects on the teacher's morale. - Ty .
(I ’ ’ v = s
» 3 . M v
New Support’ for Teachers . . . s
'# ‘ ’ s
. » -

i . 7 If teachers in today's high schools are to mdke' headway 'against -

the' problems dnd debilitating working coaditions I have described, 'they . -~

will need help. They will need not just encotragement, but new c_:p'pox:-
tunities wIthin their school organlza;‘ion: I believe that coynselors and
’ .

school psychologlsts can become a source of that remtah_zlng help.” ¢

o

" - Wlthln secondary schools, the roles of sch001 psychologlst a:f

'

=
!

counselor currently prcSv1de only peripheral support to teachers The *

B
vy ’

major portion of work performed by the,school's helpl,ng professmnals

1 4

dogs mot deal with the hool as an organlzatlon but rather centers on S
‘}' ° ‘»,a‘ . ~

"the, individual child. SQveral educators have argued that’ the most pc:-. .
. . . . . .

manent part of the ;;chool orgamzatlon (the adult staff) needs gnore
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atterntion from the psychological services than parts that soop, -disappear
(the’studeﬁts). They betleve the traditional rem@dial model of mental - '
. . ,’ - ' 1 [y "
health in schools has failed and they strongly recommended that schools

' /
move their psychological helpers into ‘the role of Systemic change agents.

’ r
Systenic change offers a way of usiﬁg psychological services
: . - . ) . ) - ‘ N
E§51de focusing them.on the imdividtgl. As systgmic change agents, school .
4 . :‘\ . * _
oncentrate on restoring the health of

o psychologists and counselors wou
- - ] )
> )
They would do that through vigorous con-

\J —y
the ‘school as an erganization.
This shift means

o AN
sultgxion yith all members of the school®s adult staff

- ) \ - . [ .
the school's change agents would work with various subsystems on problems

s ’
' K .

. of’the sort I have mggtloned
Adoptlng the stance éf txe—systemlc change ¥gent does not mean

DN

that the school'péychologist and ‘the counsclor would abandon all indivi-

They would .still givc-attention to indivi-

dualized work with- students.
However, the amount of energy focuﬁed on the

- dual guldance and'testing.-
spec1f1éa]1y the child labeled ”broblcm" or ”atyplcal"

1nd1v1dua1 ch11d ifi
would be redhced and refocugsed on a systemic method for helping that ch11d -

. =
-

/
-- -

T
. ; .
.

Four Subsysteﬁs of Support

The new efforts of the change agents would be mainly, though
qur subsystcﬁs seen espeqfally

N

)

- not solely - carrﬁed out w1th1n sybsystems
(1) tcachcr~t0 student, 1nter1ct10n9 {2) teacher- to teacher in-

— - pqtent:
i; o teractions,, (3) teacher-to-administratpr intcractions, and (4) teacher-
- - to-parent ifiteractions. . .- ~ 3
’ : - *
3
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““domain. Some cxamples are: a «change agent f&éiﬂ&tating a faculty advisbdry

i 3

EY

C o —

i . 3 \ .
. Teachgr-to- student 1n;eact1ons These, occur mostly in the class-
A ’ .
room. The~gystemic change agent uses diréct classroom intervention as the .

i ! \ ’ - .
primary milieu in which po deafﬂmith problems gf studertt behavior.or learn- -

ing. ‘For example, if .a teacher is having difficulties controlling a group

of boisterous studéntg; the teacher calls upon the systemic change agent.

' Y ¢ P ., ’ .
The change agent then/intervenes in the classroowm to diagnose- the problen,

!

.to facilitate proble# solving between teacher and studemts, qnd to help"

.ment. Teachers dlso benefit fr

a

.

the classroom group/khoose rlofltmes and nake some group agreenents

«

_The job of facilitdting classrdom problem solving may last as

» L1

short a time as ong ctassroom period 'or as long as one -classroom period

T A\ . : i
a weck for an entire semesteﬁ. Whatever the time, it will be weld spent
. ¥ . i 0 >

.

because of the qu lity of the planned outcome: a control secure classro'-

~
- .

- | -
environment .. Edukators have no:zd that students thrive in such an entiron- . ',

3

the nkw learning enviromment' becausel it

. * ) . [
enhances both achievément and power needs. Phe process breaks the old——~

'
4 o L4

vicious circle apd substitutes a new beneficial circle of cause and effect.,

N ’

As+students -find| theix basic needs better satisfied, the teacher's needs )
} . ? .

» s . . ,

for achievement and power are better satisfied, and the teacher becomes: -

- N 1

better able to satisfy the studeqts‘ needs, and so on. ¢ R
. . . . we . _ .
reachér-to-teacher interactions. -Excepf on an informal basis, |,

such as small talk in the teaches cafeteria or in the facultyilounge, =

A - |
teacher-to-teacher interactions are a rarigy in hlgh schools= Another &

p‘rt of the System;c chan"e agent s work is to reducc the isolation of

€
teachers. ‘Many avenues exist for the change agent's activities in this'

“

< - ' i , N

r ]
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“

cbmmittee as they stfuggle'with probhlems o?hcammunicatién among staff; two

.

, .

" curriculum departments work ing conJo1nt1ny1th “the changc agewt to develop

one common,curfééulum that satisfles both departments‘,needs; the change
. - , N
agent runnlng 3 series of faculty in-service. nrograms to help teachers

/
exchanvg/classroom technlque% and methods and }he chdngc awent encour- s

’ [ -

aging teachers to work in teams, to share 1deas, and to openly discuss ‘!Ii

N . f

>

. , - . . \ - - ‘
« ’schooi problems. By bripging teachers together to work on joints problems
‘ ' »

and 'by helping them to-do that®vork collaboratively and productively,
/S s \ -
. 5 . . . [} R
-the ghange agent helps teachers satisfy their affiliation ne€eds. As

.
v

L3 / - . .
tedchers make headway against their problems, their nceds for achievement

)
. .

and power also becomc better satisfied. . . .

.

Teacher;to-administraiof interactions. . Like teacher-to-tecacher

1

. ¢ » -
1nteractlons, tedcherpto- admlnlstrator intéractions 1n-hlgh schoods are

.& . «

rare. On the avercce, a teacher has a formal interéctlon with the princi-

1 ° ¢

_pal or vice-principal once during .tHe school year. The one intcraction

usually occurs when its time for the teacher to be evaluated. And in the

[

4 F ]
evaluatlve 1nteract10n the’ almlnlstrator holds al]\the power.

.

. ‘ .
Somc educators encourage school admlnlstrators to act in more
_' N !
, collaboratise and partgcipative relationships with their teachers. The .

systemic change agent can assist the admipistrators in doing that. Tor

exemble, if A ﬁrincipal'has a decision to make about the use of extra-

- . ] < -
,school funds, the principal enlists the aid ‘ot the systemic change agent.

- %
e change ageht helps, for e\dm)le, .by collcctln anon mouq informatiqn
g P I Y g y Q

n-

on the problem from the’ faculty by feeding back faculty reactions to tho

facu}fy'ard admlnlotlatorq in a larne meet ing, and by leading ‘some faculty

o
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: : . .
- . . .t ¢ . . . -
\ representatives ang,the principal through systematic problefi-solving
N ) . . -~ ~

. . .

’ -

sstages toward a collaborative decision.

+

For teachers, colfaboration and participation with administrators

- ., .
. . .

-

on- important mattels that pertain to the schoul‘

?

Y

<

d1rect ion and governance

-

The systemic change ,igent pro-

tap mean the satisfaction of power needs.-
‘ . . g } . o .

< vides a neans for teachers to control fheir -own destinies by infergrating
. - . . , : . . R

them into the administrative planning for the school.:

i -

Affi“iiflti'or‘ needs
. ) Y

> B > [} 4 ¢ .
arc alst met as teachers wqu with*colléagues on meaningful tasks.

v ’ » e

T Teache'r -to- Earent interactions.

' Teacher—to-parcnt‘ interactions ,

happen infre.quently‘at the [uch 9chool level, and,.when they. do oecur, .
. ' . / [ ' -

they often bring censterration to both tgacher and parent. The systemic

.
. -

v

‘change agent can act as’ 3 thi;sl—pé'xrt-y consulta;%t to £a<§litate the delj- -~
4 ‘ a a B .

In addition, the change

‘v »

cate negptfaltions between tiacher:{ and parerits.

agent can fdcilitate School-wide efforts to obtain g]‘eal:er“parenta], input.
L r
° ' ) * + M - . .t
"into the school™s cducational processes.' Parental inpyt, many bellevé\,
’ \] - - ¥ ’
¢ ' - . : . /
_can strengthen the school's environment and lower teachers' frustration

*

e Ve T
. about parcnts who are criticdl of the school. As teachers and parents)

‘ « ’ . 0
“

Power and achieve-.

- .

work jointly, new.bonds of affiliation may be formgd.

. A} ‘ R
e ment needs are satisfied as successes are achieved, \\ '
- " ’ ‘ ’ . ° :\‘ . -
', A Matrix féP=RBiagnosing . ‘
) 1 - . O ) ., .
2 I have said that systc-mic c}iapge égents)must *enhance the' satis-
%actlonc. of three motives if thcy, are top help a school,/;dcultv hork tbeix*
L % -
way “out of their present dcbllltatmc COndltlth of’ worle' The three
* - : ! . “"
o ¢ !
A : - 4

.

e
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motives are achievement, affiliation, and power. 1 have also said that

there are four fruitful subsystems within which the change agent can do

; M - ~

that work: the subsystems of:the tcacher-and-student, teachcr-ahd-teaéher,

.

teacher-and-administrator, aad teacher-and-parént! When the change agent .

- .
- Mo

crosses the three motives with the feur, subsystems, the change agent pro-

duces a twelve-celled matriX that ean be an aid to diagnosing the health

.
» . . . . . > ’

of the school or classfﬁom: Each cell'callg for descriﬁ%ions of.prqblems

and for the invention of remedial measures. The twelve célls, in effect,

- ’ . -

be ome a check list of work to do.

)

Flnally, I should p01nt out that the ch e agent-—the counselor

or school psychologistr—bcnefits'from thc new systcmic role in the same-’,

. / ‘.
.way that tcachers, administrators, ‘pavrents,.and students benefit.: In the
. . . [ h* "o . i
new role, the counselor or psychologist achieves.ivisible progress % re-
N , | ¢ §
B v \ [

ducing the .school's problems, acqukres morec initiative and power over his

»

»

LY .

or-heny own destlny at work, qu enjoys the af filiation with others ‘in .

joint work. -Rather than” §1tt1ng day'aftcf day in a small offlce hlth an

ynending flow.of individual cbmpli}nts, the counseldi.or psychologlst i?n
) 9 1 . . )
5bccome a leader in the revitalization of the school.

.
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